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Recommendation
No action is recommended.

Background
The Department of Public Works (DPW) manages two programs (among others) within the Engineering

Division

1.

Traffic Requests: typically address regulatory, stand-alone changes related to parking, signs, and small
roadway improvements. Some traffic requests are simple, while others are complex and take longer to
resolve. During the Cope Report analysis in 2017-2018,

a. New requests averaged 6 each month

b. Staff closed an average of g requests each month

c. There was an average of 68 open traffic requests

Since the report’s completion in 2018, DPW Engineering increased in size and restructured. With the
department’s commitment for resources and additional clarity through supplemental policies (Public
Engagement Plan, Narrow Streets, Crosswalk Guidelines, etc), the Division has been able to reduce the
number of traffic requests in queue (currently 47), expedite the process, and improve customer service.

Traffic Calming and Neighborhood Enhancements: this program was established in the late 1990’s and
has not been updated since the early 2000’s. Requests are neighborhood-initiated and require 1/3 of the
neighborhood to support the request for traffic calming. Projects are advanced in the order they are
received. During the Cope Report analysis, traffic calming projects generally took 1-2 years to begin and


http://www.dpw.ci.burlington.vt.us/

4 years to construct after the neighborhood petition is submitted. Usually staff manage two traffic
calming projects each year, leaving an average wait-list of 5 projects waiting to begin the process.
Projects did not advance while the Cope Report was completed and the queue has since grown to 11.

There is overlap between the Traffic Request program and the Traffic Calming program. For example, a
resident may request stop signs, but may not indicate that the reason is to slow traffic. In that case, the traffic
request process would apply the stop sign warrant analysis, may find that stop signs are not warranted, present
this to the customer and the Commission, only to have the customer then ask for traffic calming. The Cope
Report considered ways to unify and streamline both programs to avoid this disjointed process.

Process Improvements

In early summer 2017, the DPW hired Cope & Associates to develop an understanding of the existing programs
and recommend improvements. Their work assessed the organizational structure, the processes used to
advance projects, and the strategy to advance change.

Cope & Associates conducted 10 interviews with staff, Commission members, and the community; they
reviewed and mapped our current program information and processes; and have presented a report of the
programs’ strengths, weaknesses, opportunities, and threats (Attached). The Cope Report recommended a
new approach to redesign the process, policies, and forms for an improved program.

Next Steps

Since the additional Engineering staff, program restructuring, and policy development, the Traffic Request
program has been stable and may not currently benefit as much from the initial recommendations. However,
the Traffic Calming program has not progressed and should still seek improvements for customers and staff.
Several recommendations from the Cope Report are still relevant for the Traffic Calming program but should be
modified for this program’s unique needs (abbreviated from pages 10-11 of the report):

1. Redesign the intake process, policy, and forms

2. Formalize the process for gathering internal stakeholder input

3. Expedite and streamline the process, and apply technical standards already adopted by the City and/or
State

4. Separate Neighborhood Enhancement projects from Traffic Calming projects and develop an annual
budget for each program

5. Revise the process and policy for community input in traffic calming projects

In essence, these changes will prioritize traffic calming projects that address identified traffic safety issues (e.g.
vehicle speed, vehicle volume, and/or crashes on a street). To accomplish this, a contract has been procured
with Stantec to develop a new program and guide that implements these recommendations. This will include:
thresholds that distinguish traffic calming from neighborhood enhancements (currently Appendix D of the
Cope Report), design treatments tiered toward the different types of streets (considering total traffic volume,
total truck traffic, number of travel lanes, etc.), and design standards for the traffic calming and neighborhood
enhancement treatments.

Our goal is to have draft recommendations from Stantec in March 2020, a presentation of the draft guide in

June 2020, and the final report complete by September 2020. For any streets that do not have current traffic
data but are in the traffic calming queue, data will be collected in April 2020 (weather permitting). With new
thresholds to identify streets eligible for traffic calming and with traffic data available for all streets in the



queue, staff will begin to separate traffic calming projects from neighborhood enhancements in June 202o0.
Depending on financial resources available, in July 2020 we will either hire a consultant or dedicate staff
resource to manage the oldest requests in the areas of highest demonstrated need.
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Executive Summary

In July 2017, the Department of Public Works (DPW) selected Cope & Associates, Inc. (COPE) to
facilitate a strategic planning process and provide expertise in process redesign for the DPW
Traffic Calming, Neighborhood Enhancements and Traffic and Parking Regulation Programs. The
main purpose of our work! to date then became three-fold:

1. To improve the customer experience
2. To improve multiple DPW processes
3. To reap efficiencies derived from the improvements in the DPW process

This work incorporates recommendations for process, form, and policy revisions which will offer
DPW customers a streamlined experience and a faster turn-around time, affording our
customers a less stressful and much more seamless experience. By utilizing current technologies
to the fullest, DPW will increase process transparency for customers, a significant gain.
Internally, the revised processes will shift staff functions and department operations; processes
will no longer be person-dependent and the establishment of regular review meetings will
significantly increase internal customer relations with other City departments. The re-design of
DPW processes offer the department efficiencies through enhanced communications,
streamlined processes through improvements in policy and form design, thus allowing DPW staff
to take a more proactive approach to their work.

! Project Team Charter, Burlington Department of Public Works, 2017.

Department of Public Works — Neighborhood Traffic Management Project Consultant Final Report 4
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Goals of the Project

This Team is chartered to: Enhance the customers’ positive experiences with the City of
Burlington’s Department of Public Works’ Traffic Calming Program and Traffic Request Program,
improve internal coordination, and improve the quality, efficiency, and transparency of the
programs’ processes that align with the City’s vision of the transportation system.

The goals of the project are:

1. lIdentify all processes involved in the daily work of the programs;

2. Streamline the process for reviewing projects;

3. Propose a redesign to meet the Charter expectations; define metrics for process and
responsiveness

4. Recommend and prepare to implement additional improvements and costs associated
with these recommendations to reduce the queue of requests and fit within the City’s
and DPW’s strategic initiatives.

Approach

COPE began the engagement by gathering information about the Department of Public Works’
current and historical operation of Neighborhood Traffic Management, and conducting a
gualitative interview process to inform a SWOT analysis (internal Strengths and Weaknesses,
and external Opportunities and Threats). This data fueled the team’s next phase of work: to
redesign the neighborhood traffic management processes.

A thorough exploration of the current and historical documents, forms, policies and procedures
was conducted to understand the current operations of the department. Documents included:

e DPW Standard Operating Policies

e Plan BTV Walk Bike

e Transportation Plan: Traffic Calming

e Regulations

e Decision Making Flow Charts

e Neighborhood Traffic Management Petition Request Form

e Neighborhood Enhancements Program Information Sheet

e Traffic Calming and enhancements flyer

e Burlington City Strategic Plan

Interviews
Once COPE had gained insight into the operations, policies and procedures of the department,

COPE designed a qualitative interview question set and interview protocol. COPE conducted
interviews to gain insight into the internal culture and external image of the department. The

Department of Public Works — Neighborhood Traffic Management Project Consultant Final Report
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Neighborhood Traffic Management Team reviewed and approved the materials and provided
COPE with a list of 10 interviewees, internal and external to the department, who could speak to
the work of DPW. The Interview Questions, Protocol and Interviewee List can be found in
Appendix A. Data from the interviews was analyzed and compiled into a SWOT analysis.

SWOT Analysis

The SWOT helped produce a rich dialogue within the team about the opportunities the
department could tackle with the redesign of the neighborhood traffic management processes,
as well as offer opportunities to think more strategically about the bigger picture of the
Department’s mission. Developing a greater awareness of the organization from an array of
sources internal and external to the organization provided a rich dialogue to support the
strategic planning and process redesign initiatives. A SWOT analysis highlights the positives and
challenges inside your organization (Strengths & Weaknesses), as well as the external
Opportunities and Threats to the organization.

Strengths

Strong Community Voice through
current process

Safety Minded Process

High Quality technical expertise
Motivated and experienced staff are
accessible and listen

DPW is a supportive environment

Weaknesses

Too many intake avenues and non-
value-added steps

Unclear prioritization process and long
wait times

Inconsistent escalation of decision-
making and Commission support

City vision and related DPW work not
well understood

Lack of DPW staff capacity and
empowerment

Opportunities

City Council and DPW Commission
collaboration (align city vision)
Delegate certain decisions to staff
rather than Commission

Adopt clear policy for public input and
for internal reviews

Balance needs of the community and
build transparency and trust

Apply traffic changes proactively and
in a consistent timeframe

Threats

Backlog of requests lead to poor
communication

Perception of inequality for traffic
requests and traffic calming
Commission process can be unclear
and lead to delays

DPW Commission, staff and council
may not have goals aligned

Politics sometimes trump technical
recommendations

Department of Public Works — Neighborhood Traffic Management Project Consultant Final Report
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The team mapped the current processes,
then designed new processes. Throughout

A Act

Step 8: Standardize the
improvement or

the process the team engaged in learning i S el
opportunities to further enhance the i ik > oproacn

productivity and engagement of the team
in the project. The team learned about
team norms, project lifecycles, change S’[Udy
management, and gained insight into the S e
methodologies behind process redesign.
The overall approach we took was the
PDSA Model: Plan Do Study Act.

ment

Step 6: Test the
theory for

Each part of the current process was

carefully mapped using sticky notes to start as a tactile engaging way to represent ideas, and
then converted to an electronic format using Visio software for ease of manipulation. A large
part of business process redesign (BPR) is storytelling. We used a set of standard shapes to tell
the story of how the current processes unfold and the same shapes to portray the revised
process; non-team members then attempted to “tell the story” that the process map described
as a check on clarity and accuracy.

Sticky Note Approach

In order to accomplish the redesign, the team used sticky notes (shown below) to map current
processes. Mapping the current processes, allowed us to reorganize steps and visually see
opportunities to improve the customer experience, identify redundancies and inefficiencies.

Department of Public Works — Neighborhood Traffic Management Project Consultant Final Report 7
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Visio Approach

After the sticky note approach, the steps were transcribed in Visio. Visio is a software which
organizes ideas visually in a flow-chart format. The team learned the many uses of the symbols
used in flow-charting. For example, blue boxes identified steps, green diamonds represented
decision points and teal barrels indicated software dependencies. The snapshot below is only a
portion of one mapped process.

Blank Slate Approach

A “blank slate” approach was used to envision the revised process through the eyes of the
customer and staff. This approach was selected, as opposed to mapping the existing process and
making incremental changes. The blank slate approach allowed us to think more freely and not
get caught up in “how we have always done it.” Throughout the redesign phase, we researched
a variety of options, involved key leadership to implement quick-wins and improvements, and
reported progress.

Current Processes
The current processes that were mapped include:

e Intake

e Traffic Calming

e Residential Parking
e Traffic Requests

e Implementation

Twenty-one metrics were used to analyze the current process. These metrics represent

customer impact, (e.g., customer wait time, manual steps that could be automated, risk points,
places of discretion where exceptions can be made).

Department of Public Works — Neighborhood Traffic Management Project Consultant Final Report 8
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Current Processes Metrics

Measurements Intake Traffic Calming Residential Parking Traffic Requests Implementation
# of Steps 11 53 18 24 12
# of Decision Points 4 12 5 8 5
# of People involved - Internal 3 10 10 11 8
# of People Involved - External 0 10 3 3 2
# of "Person Dependent" steps 1 1 13 24 2
# of Handoffs to other Depts. / Div 2 8 4 4 3
# of Manual Steps 1 8 5 5 4
# of Software tools 1 7 2 6 5
# of software tools that interface 2 2 5 1
# of Forms 2 1 1 1 3
# of Manual Steps that could be
automated 0 6 0 0 0
# of Manual Steps that could be
automated - future (softwre) 0 1 4 4 2
# of Risk Points 3 9 6 5 3
# of Places Discretion/ Exceptions
can be made 3 13 1 4 0
# of Times Photocopies are made 0 0 1 1 3
# of Points where Fire is invoved 0 3 0 1 0
# of Points where Legal is involved 0 1 1 1 1
# of Points where City Coucil is inv 1 1 1 1 0
# of Points where DPW
Commission is involved 1 1 1 2 0
# of possible sources of request 40

The current process is antiquated and does not meet the expectations of our customers. In the
current intake process there are 40 ways to submit a request for a traffic calming, traffic request
or parking request, which creates a range of challenges for staffing efficiency. These submission
options include, but are not limited to using SeeClickFix, phone or email to various DPW staff,
through a City Council or DPW Commission representative, through the Mayor’s office, etc.

These requests can be anonymous and include little information. This array of request
mechanisms has evolved over the years due to a desire to serve the customer. However, the
leniency of the request policy is no longer serving the customer. It is causing DPW staff to
become “detectives”, searching for contact information, request details necessary to assess the
situation, and has ultimately led to customer dissatisfaction. After intake there are long wait
times and periods of no communication as DPW staff attempts to navigate the many ways and
formats for which a request lands on their desk. In addition, the staff must determine how to
prioritize projects and when to advance projects.

The team conducted an analysis of averaged time and cost per process, summarized in the table
below, for each process. The team was able to estimate time per step using their significant
expertise and experience conducting the work. The analysis was checked against costs billed to
each process, and was determined to be in line with costing. Average cost was calculated by
multiplying the time per step by an averaged pay rate for staff involved in the process.

Department of Public Works — Neighborhood Traffic Management Project Consultant Final Report 9
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AVG
Time
Current Process Steps (Hours) | AVG Cost
Intake 11 06| S 35
Traffic Calming 53 108 | S 8,233
Residential Parking 18 23| S 1,763
Traffic Requests 24 24 | S 1,839
Approval & Implementation* 12 9| S 703
TOTAL 118 165 | S 12,573

Neighborhood Traffic Management Projects are complex, time intensive and include public
engagement. There are extensive wait times between steps, these wait times were not included
in our analysis, as they varied tremendously due to the variability in project demands. The table
above estimates that over the course of a Traffic Calming project, DPW staff will complete an
average of 108 hours of work, costing, in employee time, $8,233. Neighborhood Traffic Calming
Projects take on average 3 years to implement.

The Traffic Calming Team took a series of complex processes that began with 118 steps and by
reimagining it through the customers’ eyes redesigned it to include only 45 steps. The team
found opportunities to take advantage of existing technologies, to increase efficiencies,
eliminate redundancies and minimize wait times; they were able to reduce the number of
documents through consolidation and elimination.

Revised Processes

The revised processes were redesigned with the aim of improving the customer experience and
the Neighborhood Traffic Management processes, as well as to reap efficiencies of improved
processes. The blank-slate approach to redesign allowed the team to remove all boundaries and
re-envision the processes, through the customer’s eyes with the addition of value added steps.
The team made dramatic changes in the following ways.
1. Redesigning the Intake Process, Policy and Forms;
2. Streamlining the Traffic Calming, Traffic Request and Residential Parking Requests into
one process;
Formalizing the process for gathering Internal Stakeholder Input;
4. Expedite and streamline the process, and apply technical standards already adopted by
the City and/or State.
5. Proposing changes to Ordinances and Policies to reflect staff expertise in decision
making;
6. Separating Neighborhood Enhancement Projects from Traffic Calming Projects and
recommending a budget for each program or project;
7. Revising the process and policy for community input in traffic calming projects; and,
8. Taking advantage of existing technology to improve transparency and ease of customer
experience.

w

Department of Public Works — Neighborhood Traffic Management Project Consultant Final Report 10
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Redesigning the Intake Process, Policy and Forms

The team determined that creating one streamlined process would be beneficial for the
customer. In the current process the customer can be bounced from one staff to another if the
request is determined to be a traffic calming project rather than a traffic request or vice versa
and then back again, once more information is collected. When looking at the processes from
the customer’s perspective the team realized that it doesn’t matter to the customer who they
are working with, but rather, that their request is met within a timely manner.

When the team looked back at 2017 data, of the requests that came in through the RFS system,
they determined that of the 71 requests that were submitted only 18 were implemented. The
large difference between requests submitted and those implemented can largely be attributed
to duplication, incomplete, or anonymous requests. It can be assumed that those completing
incomplete requests are not satisfied with their current customer experience. The team has
developed multiple strategies for improving this customer experience by reducing the number of
incomplete requests on the waitlist through the revision of policies, the intake process, and
intake form. The current process includes 11 steps, 4 decision points and includes two handoffs;
the revised process eliminates handoffs and established a new process for creating a stronger
customer experience upfront. The team redesigned the intake form and will create a policy for
what was considered a sufficient amount of information to move forward with the request
(Appendix C, Intake Form).

Streamlining Processes

To streamline Traffic Calming, Traffic Requests and Residential Parking Requests into one
streamlined process, the team had to reconsider how it is organized. In the current process
there are 41-person dependent steps, and silos between staff members who work on traffic
requests and those who work on traffic calming projects. In the revised process there is only one
person-dependent step, for the City Engineer to sign off on a project. In the revised process,
each team member will be able to follow any type of request through the entire process. This
will prevent bottlenecks, redistribute workloads, and take pressure off of stakeholders through
the elimination of person dependent steps. This work also created a greater appreciation and
understanding of each other’s work and workload.

Formalizing Internal Stakeholder Input

The redesigned process streamlined, formalized, and structured how stakeholders, including
other city employees will be involved in the process. Currently, for each request, employees
from the Fire Department, Parks, etc., are called for input at various times during the process. In
the current process internal stakeholders could be called upon to provide input 42 times, within
1 traffic request, 1 residential parking request and 1 traffic calming project. In addition, staff did
not coordinate these interactions or requests for information, so stakeholders could be tapped
for information by multiple DPW staff, for multiple projects, with different deadlines and priority
demands. City staff could not predict when they would have to provide input or information to

Department of Public Works — Neighborhood Traffic Management Project Consultant Final Report 11
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DPW staff. These informal relationships have led to bottlenecks and poor internal customer
relations. In the revised process the team determined that they would set a schedule for
stakeholder review and invite appropriate city staff to these meetings. The team determined
that there are 10 key city stakeholders that should be looped into the process earlier, increasing
buy-in and collecting vital information needed for decision making much earlier in the process.

Changes to Ordinances and Policies

A key theme emerged during interviews, the amount of requests that go before the DPW
Commission may be unnecessary and is not in the best interest of the customer, City Residents,
the Commission, or DPW staff. Currently, regulatory changes to traffic and parking require
Commission approval. Staff spends significant time compiling, formatting and presenting items
for the Commission and the Commission, in turn, spends significant time reviewing, deliberating
and acting on each request.

The table below lists the current requests, which must be reviewed and approved by the
Commission for which the team believes do not need to go before the Commission. The team
determined that these requests are best decided by the DPW staff, due to their technical
expertise and the clear decision-making criteria established in adopted manuals and guides.
Recommended changes proposed by DPW staff should be approved by the Commission in the
form of a Resolution to set parameters and criteria for approval by staff. Changes to each
regulation will still be reflected in ordinance, so the process of drafting ordinance
language, posting period etc. would remain unchanged. The option of appeal would
remain, given staff-determined criteria; these decisions need to be articulated in advance
to avoid discretionary actions as much as possible as these cause confusion and variance.

Revising the policies for which requests must go before the Commission, will reduce the time
DPW staff spend on preparation for Commission meetings and will allow Commission meetings
to be focused on complex issues or those which require forums for public input. The
Commission’s role of responding to community concerns remains intact. Most importantly, this
shift in policy reflects a clarification and delineation between the roles and responsibilities of the
Commission and DPW staff. Overtime the roles and responsibilities of the Commission and DPW
staff have evolved with the staff and Commission members in a reactive manner. The shift in
policy will publicly reestablish DPW staff as technical experts who are capable and authorized to
make decisions that relate to the public safety of the City’s roads. The team has determined that
the following Ordinances will need to be revised and approved by the Commission to effect
these changes in request approval. All staff decisions will be appealable to the Commission.

Department of Public Works — Neighborhood Traffic Management Project Consultant Final Report 12
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Regulation Current Approval Proposed Approval
Process Process

Handicap Parking Commission DPW Staff
Designation
No Right on Red Signs | Commission DPW Staff
Parking setbacks at Commission DPW Staff
crosswalks and
intersections
Bus Stops Commission DPW Staff
School Crossing Commission DPW Staff
Guards
Designation of Fire Commission DPW Staff
Lanes

The following Ordinances have been determined to remain unchanged at this time.

Regulation Current Approval Proposed Approval
Process Process

Stop or Yield Signs Commission DPW Staff

Meter Duration and Commission DPW approve rates

Rates Continues to Approve | and duration

Zone Changes

15 min, 30 min, 1hr, | Commission DPW Staff
2hr limited parking
No stopping, standing | Commission DPW Staff
or parking
Designated School Commission DPW Staff
Zones

Commission keeps
designation

Parking facilities DPW Staff Regulates
designation and

regulation

Neighborhood Enhancement Projects

Currently, Neighborhood Enhancements requests are treated like traffic calming projects.
However, there is a fundamental difference between these two types of projects. Traffic Calming
projects include street design (or redesign) strategies to address a defined public safety problem
with vehicle speed, vehicle volume, and/or crashes on a street.

Public safety problems created by traffic are defined by any one or all of these:
- Travel speeds exceeding on (low-volume streets) as measured by the 85th

percentile speeds;

Department of Public Works — Neighborhood Traffic Management Project Consultant Final Report 13
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- Traffic volumes exceeding ___ on (low-volume streets) as measured by AADT;

- Travel speeds exceeding 5 mph over the posted speed limit on (other street types)
streets as measured by the 85th percentile speeds;

- Crash history involving number of crashes in years.

Neighborhood quality of life can still be impacted by traffic when none of the Traffic Calming
criteria are met. In those situations, Neighborhood Enhancements may include more modest
street design and management strategies to balance traffic with other uses on a street. The
neighborhood will be involved in identifying the source of the problem, which will inform the
type of enhancement that may be appropriate. See Appendix D for the breakdown of projects by
revised definition.

The team made the decision to formalize a policy and budget for Neighborhood Enhancement
projects as a way to recognize that the Department strives to work towards being pro-active in
its project planning, allowing them to tackle more neighborhood enhancement projects. DPW
staff also recognized the importance of tying all project planning to the City of Burlington’s Walk
Bike Plan.

Public Input Changes

In the current process, there are multiple opportunities for business owners, residents and
landlords to contribute input into the design and decisioning of neighborhood traffic
management projects. The City of Burlington enjoys an involved and vocal community; it is often
said that “every living room in Burlington is a campaign headquarters”. While this level of
advocacy and involvement in civic government has made Burlington the vibrant community it is
today, the level of community input offered in DPW projects has grown to be a challenge to
manage. Over the years the amount of public input had increased organically as pressures,
circumstances and leadership changed. Today, the process is less balanced, public input holds
more weight than the expertise of the DPW staff, and public relations can win out over safety
recommendations. In the revised process, DPW staff have eliminated mandatory petitions, and
streamlined the community forums held for public input. The team also plans to address the
changes in process through community education.

Technology

DPW is in the process of transitioning from RFS to See-Click-Fix software for intake. The team
believes that the software, which has been implemented in other cities around the country, will
improve the intake process. Through the redesign process, we developed a list of needs for
communicating progress with the customer. It was determined that the See-Click-Fix software
can meet these needs and will help keep the customer informed of the progress staff is making
on their request. In addition, the team has determined that it will harness further functions of
Teamwork.com project management software to ensure projects remain on track.

Department of Public Works — Neighborhood Traffic Management Project Consultant Final Report 14
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Revised Processes Metrics

These changes in process, policy and forms will significantly improve the DPW’s processes. The
same 21 metrics were used to analyze the revised processes and reflect the difference in design.

Revised
Intake Revised Approval &
Measurements Process Process Implementation
# of Steps 2 33 12
# of Decision Points 1 10 5
# of People involved - Internal 2 10 8
# of People Involved - External 0 5 2
# of "Person Dependent" steps 0 1 2
# of Handoffs to other Depts. / Div 0 3 3
# of Manual Steps 0 2 4
# of Software tools 1 2 5
# of software tools that interface 0 0 1
# of Forms 1 3 3
# of Manual Steps that could be
automated 0 0 0
# of Manual Steps that could be
automated - future (softwre) 0 0 2
# of Risk Points 3
# of Places Discretion/ Exceptions
can be made 0 3 0
# of Times Photocopies are made 0 0 3
# of Points where Fire is invoved 0 1 0
# of Points where Legal is involved 0 0 1
# of Points where City Coucil is
involved 0 0 0
# of Points where DPW Commission
isinvolved 0 0 0
# of possible sources of request 1 n/a n/a
# Clouds 0 0 0
The revised processes were costed for time and cost.
AVG
Time
Revised Processes Steps (Hours) AVG Cost
Intake 1 03| S 8
Redesigned Review Process 33 58| S 4,434
Approval & Implementation* 12 91| S 703
TOTAL 34 58.49 | S 4,441.86
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*The twelve existing steps for approval and implementation processes were assessed for
opportunities for improvement, and it was determined by the team that these processes were
sufficient and would remain unchanged at this time.

One of the goals of the redesigned review process is to improve staff workflow. Currently the
DPW staff is reactive, trying to complete requests in a timely manner and have limited time to
think proactively and develop new programs, strategies and initiatives to support the goals of
DPW and the City of Burlington. In the current process the average staff time required to
process a review for a traffic request is 24 hours and includes significant wait times for DPW staff
between steps. The redesigned review process will actually take 58 hours from start to finish,
however, the number of requests that will go through the entire review process will be
significantly reduced due to the establishment of policies and a redesigned process that allows
the team the decision-making power to close a request before going through the entire review
process. In addition, the revised, streamlined process will have significantly fewer wait times,
allowing staff to get through more requests in less time. Currently, it takes an average of 3 years
to complete Traffic Calming Project. The team anticipates that the revised process will triple the
speed in which they can implement a project.

Comparison

The total variance in steps from the current to the revised processes was 84, and resulted in an
average time savings of 97 hours and average cost savings of $7, 429. The team determined that
the dramatic change from the current processes would prevent them from making accurate
projections of the number of requests they will receive and the number that will go through the
entire process to implementation. Therefore, further extrapolation to estimate a projected
annual cost savings could not be conducted. The team will need to establish a data management
plan to assess the success of the redesign and for continuous improvement opportunities.

AVG
Steps Time
Comparison Saved (Hours) AVG Cost
Intake 10 03] S 28

New Process - Traffic Calming, Res

, . 74 106.4 | S 8,104
Parking, Traffic Requests

Implementation (Remained Same) 0 0 0
Total Variance 84 97 | S 7,429
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Recommendations

Throughout the analysis process we looked for ways to streamline, ensuring maximum efficiency
and thereby increasing customer satisfaction through delivery of prompt and precise service.
Paramount to succeeding in providing this level of service is a well-informed staff. Orientation
and training does a great job equipping new employees with the knowledge they need to
perform their roles.

As part of the work, Neighborhood Traffic Management Project Team identified and
recommended the policies and procedures that need to be reviewed and considered while
implementing any recommendations. It is the team’s expectation that new policies and
procedures will need to be developed to support the redesigned processes. The introduction of
new technologies and the pursuit of quality will be embedded into every step.
Recommendations are provided under four umbrellas: Process & Staff, Policy, Technology, and
External Communication changes. All recommended changes are explicitly designed to
ultimately improve service to the customer.

Process & Staff
1. Recommend the Commission endorse reengineering of the process as presented, vote to
approve a resolution regarding the ordinance decisioning and vote to recommend that
the City Council make any amendments to City Code that requires their approval.
2. Recommend DPW establish the metrics that will measure the success of the redesign and
for continuous improvement opportunities.

3. Recommend DPW establish an Implementation plan for staff for new processes
4. Recommend DPW establish an annual orientation for Commission members by Chair and
staff
Policy

5. Recommend DPW Management convene with the Commission to clarify roles and
expectations of each. Should clarity of role also be needed from City Council as a result
of this process, then the Commission should approach the Council to generate role clarity
between the bodies.

6. Recommend the Commission create a mechanism for DPW Management to provide a
Biannual Report of all staff decisions made under the new process for the first year to
enable the Commission to evaluate how the new process is working. DPW should define
the measures for success and the format based on their technical expertise and
understanding.

7. Recommend DPW Management engage in a process to determine what proportion of
available staff resources and capital budgets should be focused on traffic improvements
and what proportion may be available for neighborhood enhancements. This proration
will be important to staff management of priority lists for projects.

8. Recommend that DPW Management update its traffic calming and neighborhood
enhancements guidelines to address the changes of process and generally to modernize
its documentation.
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External Communications

9. Recommend public communications about traffic calming, traffic ordinances and/ or
residential parking be considered part of a common program, something like “Traffic
Management” to send clear signals that silos no longer exist.

10. Recommend intake of Traffic Management requests be internally channeled to a central
repository. This will reduce public confusion about when an actual request has been
made and provide a clear communications channel for DPW to update.

11. Recommend DPW conduct an education campaign to educate stakeholders about the
revised process and expectations for requests.

Technology
12. Recommend full utilization of a software tool to assist in streamlining the process,
providing a more customer-friendly entry into the process, as well as providing efficient
and transparent project update communications.
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Report Conclusion & Next Steps

September 26, 2018

Burlington DPW leaders have embraced this change project with energy and intent. The goals of
the project have been addressed, with significant improvements seen in all areas. There is a
positive energy to move quickly now into implementation.

One aspect that COPE wishes to highlight is the opportunity that still remains for the Strategic
Planning process initially included in the design to leverage the energy and positivity of this
process redesign. It has potential to clarify the balance of the Department’s work between the
City Vision (proactive, broad benefit) and requests from community members (reactive, localized
benefit). COPE believes that there is a need to develop a single area of strategy pertaining to
clarifying how the Department’s work fits into the broader City vision.

There are some excellent “sources of truth” for the Department to draw from, including a highly
engaged political environment, a City Vision that is inclusive of a multitude of transportation
networks, and the BTV Walk Bike Plan. The themes from the SWOT analysis indicate

opportunities for a more ambitious and holistic strategy:

Strengths

Strong Community Voice through
current process

Safety Minded Process

High Quality technical expertise
Motivated and experienced staff are
accessible and listen

DPW is a supportive environment

Weaknesses

Too many intake avenues and non-
value-added steps

Unclear prioritization process and
long wait times

Inconsistent escalation of decision-
making and Commission support

City vision and related DPW work not
well understood

Lack of DPW staff capacity and
empowerment

Opportunities

City Council and DPW Commission
collaboration (align city vision)
Delegate certain decisions to staff
rather than Commission

Adopt clear policy for public input and
for internal reviews

Balance needs of the community and
build transparency and trust

Apply traffic changes proactively and
in a consistent timeframe

Threats

Backlog of requests lead to poor
communication

Perception of inequality for traffic
requests and traffic calming
Commission process can be unclear
and lead to delays

DPW Commission, staff and council
may not have goals aligned

Politics sometimes trump technical
recommendations

The themes in bold present a very clear picture of strengths that can be leveraged within a
clearly defined vision of the role and value added of the Department of Public Works. Similarly,
the highlighted weaknesses and threats offer the gift of feedback to align its work more explicitly
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and strengthen the understanding of both the complexity of the work of the Department and of
the integrity with which that work is carried out. With another term for the incumbent Mayor,
there is also a known political leadership with which to partner and assume a full leadership
role.

The potential demonstrated by the team is significant, without addressing a broader strategic
alignment of City and Departmental vision and strategy, the team will be limited to working
within a reactive and tactical space and the full advantages of the redesigned processes will not
be realized.
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Appendix A: Interview Protocol, Questions, Interviewee List

Interview Protocol

Introduction:

Welcome. Thank you for participating in this interview. As you know from the invitation email from
Chapin Spencer, Director of Public Works for the City of Burlington the organization is reviewing the
Traffic Calming Program.

I am with Cope & Associates, an organization development consulting and training firm. We are
interviewing individuals who have knowledge of the Department of Public Works and its traffic calming
scope and activities.

We use an Appreciative Inquiry approach to interviews, which means that we invite you to speak to what
you consider most important on the topics provided and on aspects that we may not introduce. | may ask
follow up questions for clarification or further detail.

= There are 2 of us conducting interviews.

= The format for each interview is the same. Each interview will last about 60 minutes. | will cover
a few points here at the beginning, and we have a structured set of questions.

= |fyou later realize you forgot something, you are welcome to contact me with the changes.

= | will take notes while you talk. If you say something you want me to pay special attention to, just
let me know and | will highlight it. If you regret saying something, | can delete it.

= No transcript, notes, or raw data will be given back to DPW.

= We may use quotes in our report, but no names will be attributed to specific comments.

= |f you say something that truly represents the majority and could not be quoted without you
being identified, | will ask your permission first.

= We want you to feel comfortable to talk openly. In considering your answers, please take time to
reflect if needed. We really want to hear what you have to say. There are no right answers.

=  We will aggregate all answers from the interviews and summarize themes.

= Themes will be used by the Steering Committee as information for decision making throughout
the strategic planning process.

Topics for today’s discussion:
We will be asking you questions that cover the following areas:

» Your relationship with DPW

» Insights on what works well and what is challenging about current practices

» ldeas on how to improve on current state

» Other related topics you feel are important to consider
Urgent Action Items:
Sometimes urgent situations are revealed during interviews, for example, safety, sexual harassment
issues; if this happens, we address these items immediately with senior management.

We have a few ground rules:
=  Turn off your cell phone or please put it on “silent.”
=  What is said in this room stays in this room
= Everyone’s opinion has value
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Interviewee List

Name Title

Philip Peterson Engineering Technician

Val Ducharme Customer Service Representative
Justine Sears Public Works Commission
Chapin Spencer Director of Public Works

Nicole Losch DPW Senior Planner

Kathleen Donahue Owner Kings Corner Deli

Former Public Works Commissioner and
Nathan Lavery neighborhood leader for traffic calming
on Hyde Street

Jen Adrian Navigated Requests
John Shumaker Car Share Vermont, Navigated Requests

Interview Questions

1. What is your relationship to DPW? (If a consumer, ask why they contacted DPW initially,
and follow up to get clarity on the process they went through)

2. What are the strengths of the current process?

3. What do you see as areas for improvement?

4. What would you note about community supports and challenges that might make this work
more effective?

5. What would you like to share about the scope of what the DPW is involved in regarding
traffic solutions?

6. How does DPW’s work connect to the City of Burlington vision?

7. What values do you see the DPW operate on? (If unclear, ask what criteria does DPW use to
respond to requests)

8. Please speak to the quality of the work of the DPW’s traffic request processing.

9. If you could change two things about the traffic calming request process, what would they
be?

10. Imagine you wake up in five years and everything is working really well, what would you
see?

11. What did we not ask that you wish we had, and how would you respond to that question?
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Appendix B: Visio Shapes Key

Visio Key/Legend
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Appendix C: Intake Form

Traffic Request Intake Form
Used for Requests Relating to:
e Traffic Regulations
e Residential Parking
e Traffic Calming
e Neighborhood Enhancements

Name of staff member who took this request
Date

Name (First, Last)

Full Address

Phone number

Email Address

Best time and method to reach you?

Describe the location relating to the request, be as specific as possible (specific

intersection or block on a street)? Option to upload a photo

7. What is the nature of the issue(s) (speeding, unsafe intersection, unsafe pedestrian
crossing, lack of parking, desire for greening/neighborhood project)?

8. If relevant, please describe when you noticed these issue(s) (times of day, days of the
week)?

9. If relevant, have any prior steps been taken to address this issue? (speaking with

neighbors, contacting other City departments, councilors/commissioners)

oV .k wNPeE
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Neighborhood Enhancements vs. Traffic Calming
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Traffic Calming includes street design (or redesign) strategies to address a defined public
safety problem with vehicle speed, vehicle volume, and/or crashes on a street. Public safety
problems created by traffic are defined by any one or all of these:

Travel speeds exceeding
percentile speeds;

Traffic volumes exceeding ___ on (low-volume streets) as measured by AADT;

on (low-volume streets) as measured by the 85

Travel speeds exceeding 5 mph over the posted speed limit on (other street types)
streets as measured by the 85" percentile speeds;
Crash history involving ___ number of crashes in ____ years.

Neighborhood quality of life can still be impacted by traffic when none of the Traffic Calming
criteria are met. In those situations, Neighborhood Enhancements may include more modest
street design and management strategies to balance traffic with other uses on a street. The

neighborhood will be involved in identifying the source of the problem, which will inform the

type of enhancement that may be appropriate.

Traffic Neighborhood
Calming Enhancement Cost
VISUAL ALTERATIONS
Painting lines X X $
Painting intersections X $
One-way / two-way / travel lane
conversion X $$
VERTICAL DEFLECTION
Eliminating or adding parking X X $
Installing curb extensions and/or
neckdowns X X $$
Reduced corner radii X X $$
Chicanes X $
Narrowing streets X $$9
Medians 2raised or curbed X $%
HORIZONTAL DEFLECTION
Speed humps / bumps / tables /
cushions X $$
Traffic circles X X $$
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